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PROTECTING THE CHESAPEAKE BAY FOR MILITARY READINESS, FOR OUR COMMUNITY, FOR FUTURE GENERATIONS

Essential Partnerships for DoD

By Sarah Diebel, DoD Chesapeake Bay Program Coordinator

The Chesapeake Bay Program Partnership (Partnership) was founded

in 1983 and its continued success is owed to honoring the principles

of partnership. As the first federal agency to become involved with the
Partnership, the Department of Defense (DoD) believes in the benefits of
partnership, which is one of the three tenets of the DoD Chesapeake Bay
Program (CBP) mission. The DoD partners with federal, state, and local
governments, and other organizations to maximize resources and strengthen
Bay preservation and restoration efforts.

Depending on the planned outcome, partnerships may be voluntary or
required through legal obligations and memoranda of agreement. The
articles in this issue highlight some of the partnerships DoD is currently
engaged in and beneficial outcomes that have been and continue to be
achieved.

Currently, DoD CBP staff are active in many organizations and partnerships
throughout the Bay watershed. A few examples of DoD participation in the
Partnership include the Federal Facilities Work Group (FFWG), the Virginia
Chesapeake Bay Stakeholder Advisory Group, and the Water Quality and
Habitat Goal Implementation Teams. DoD installations are also represented
on the Interagency Oyster Team, which coordinates action among
stakeholders to restore oyster habitat and populations in key waterways

in the region. The Readiness and Environmental Protection Integration
(REPI) program involves partnerships with external parties such as state
agencies and local communities to conserve land beyond DoD fencelines.
Additionally, DoD installations work with the Fish and Wildlife Service and
state wildlife agencies to develop and update their installation Integrated
Natural Resources Management Plans.

In addition to the DoD’s current partnerships, there are always opportunities
to forge new partnerships for mutual benefit. Some examples of possible
partnership opportunities with others include working together to increase
street sweeping on and around installations, working together on community
outreach and environmental educational events, and developing regional best
management practices (BMPs) for nutrient credits.

The DoD would like to extend a thank you to those who contributed content
that made this Journal possible, including: Arthur T. Silver, Joint Base
Langley-Eustis; U.S. Fleet Forces Installations and Environmental Readiness
Directorate; and Kenny Fletcher, Chesapeake Bay Foundation (CBF).

The Chesapeake Bay Commanders’ Conference was held
August 22, 2019 in Quantico, Virginia.

Partnerships are important to DoD because they:

» Encourage involvement between/with other
entities

+ Promote understanding of Bay issues through
shared information

» Consolidate and coordinate individual efforts,
expertise, and resources
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Identifying a Partnership’s Critical Elements

By Stephanie MacDurmon, Brown and Caldwell

Environmental challenges are complex. They are often the result

of multiple actors—people, organizations, and entities—and are
further complicated by competing priorities, limited resources, and
unequal impacts for and by those affected. These problems have no
single source and, therefore, no simple solution. By necessity, then,
the answer to environmental challenges will often require deliberate
and coordinated action: in short, a partnership.

In the environmental realm, partnerships often include government
agencies, academic institutions, and non-profit or non-governmental
organizations. In some cases, additional resources from the private
sector can also be leveraged strategically through what are called
public-private partnership (P3) between a governmental body and a
private company. Regardless of how it is structured, the purpose of
a partnership is to solve a problem. Therefore, its composition and
organization should be shaped around that goal.

Stormwater challenges bring particular difficulties. Though it

is regulated as a point source, pollutants in stormwater come

from diffuse sources, picked up from the buildings, roads, and
lawns that stormwater runoff must cross before it reaches our
waterways. Stormwater management practices, particularly green
infrastructure, can efficiently treat, reduce, or remove stormwater
runoff and its associated pollutant loads. However, the time and
resources needed to finance, design, construct, and maintain those
stormwater management practices can be significant. Furthermore,
in developed areas where much of the land is already occupied by
buildings, parking lots, and other uses, additional coordination and
buy-in is needed. For these reasons, partnerships can be an essential
part of efforts to address stormwater and water quality issues and
comply with regulations.

Successful partnerships share key elements: innovation,
transparency, accountability, roles filled by stakeholders, common
goals, and a culture of constant improvement and learning. This
article discusses these characteristics in the context of examples
from the DoD environmental programs and Prince George County
(PGC), Maryland’s Clean Water Partnership.

ransparency & Accountability

“40\ Innovation. The collaboration that occurs within
partnerships often leads to new ideas. Furthermore, when
multiple parties join forces, a linear process (Step A to Step
B to Step C) can sometimes be done more efficiently (Step A and B
completed concurrently, then Step C). Achieving the Chesapeake
Bay total maximum daily load’s (TMDL) ambitious pollutant
reduction targets will necessitate both innovation and efficiency. To
assist communities working toward the Bay TMDL, EPA developed
a model for Community-Based P3 (CBP3) to bring together local
governments and private partners to implement urban stormwater
retrofit programs. These partnerships leverage the institutional
authority of the local government with the financial and capital
resources of the firm. The PGC Clean Water Partnership is an
example of a CBP3 in action: the county utilizes a company to
manage the green infrastructure retrofit program, overseeing each
design from inception to completion. Having one entity oversee the
entire process creates efficiency, and a performance-based
compensation structure rewards timely and innovative solutions.

Partnerships also leverage their members’ experiences to identify
best practices. DoD’s annual datacall is a model for other federal
agencies in the FFWG. Additionally, the Science and Technology
Advisory Committee makes recommendations to the Partnership to
answer a range of technical and programmatic questions around the
best use of resources to meet the Chesapeake Bay TMDL and other
Agreement goals and outcomes. Effective partnerships leverage the
different strengths of their various members.

Governance, Transparency, and Accountability. Clear and

well-documented governance structures set expectations,

procedures, and consequences while providing transparency
and accountability. Governance structures can be outlined in signed
agreements or through memoranda of agreement. They should also
include defined metrics of performance and consequences if the
expectations are not met. For example, the PGC Clean Water
Partnership has Master Program and Master Maintenance
Agreements between PGC and the private company. Each retrofit
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Prince George County, Maryland partners with a private yrm to create its Clean Water Partnership based on EPAis CBP3 framework. The partnership oversees the

installation of stormwater BMPs in areas like the residential community shown here.

project has a Project Maintenance Plan specific to the individual
needs of the site. The company is only paid if it meets the agreed
upon outcomes, which include numeric criteria, like impervious area
credits generated.

Deyned Roles. Within a partnership, members may assume

a variety of roles. Some key roles are important to the

partnership’s success. In its early phases, a champion
spearheads the cause, bringing in other stakeholders to support the
idea and bolstering confidence among other prospective partners. A
broker sets up the partnership’s structure, outlining the important
governance structure that will guide the partnership’s day-to-day
activities. Managers have a longer-term of involvement and oversee
its direction, correcting course when necessary. Finally, external
advocates offer expertise and resources in support of the partnership,
sometimes in balance to external criticism. How individuals embody
these roles may differ from partnership to partnership. In some
cases, one person may fill multiple roles or vice versa. However,
these roles must be filled in some capacity for a partnership
to succeed.

Establish a Common Goal and Mutual Beneyts. To ensure

long-term success, a partnership must benefit each of its

members. The REPI program is a great example in which
multiple partners achieve mutual benefits through coordinated
action. Conserving land near military installations (the goal in this
case) provides unique benefits to its partners: protection from
non-compatible land uses, preservation of valuable habitat and
natural landscapes, and access for public recreation and enjoyment.

Source:

Create a Learning Culture. Successful partnerships are
adaptive: the members learn from their mistakes. The

Chesapeake Bay TMDL is the largest and most complex in
the country, bringing together partners from different geographies,
industries, and levels of government. As such, the Partnership
piloted numerous initiatives to scale practices or develop new ones.
It performs self-assessments through publicly-available data
(Chesapeake Progress), two-year milestones, the three-phase
Watershed Implementation Plans, the Chesapeake Bay Watershed
Model, and its adaptive management process (referred to as the
Strategy Review System or SRS) to track its progress and reassess
its approaches, as needed, to stay on track to meet its goals. As a
member of the Partnership, DoD establishes two-year milestones,
and the DoD CBP has undertaken its own self-assessments. Like the
broader Partnership, which uses various work groups to share
information among its partners, DoD has the Chesapeake Bay
Action Team (CBAT), which is intended to serve as a forum for
questions and ideas from DoD installations.

The water quality issues in the Chesapeake Bay are the result of
centuries of development and changes in the watershed. Today,

those negative impacts are exacerbated by the pressure of continued
growth and climate impacts. The Partnership oversees the regional
effort, but within each state and local community are smaller
partnerships, all working together toward the same goal. A closer
look at successful examples of partnerships to address the significant
environmental challenges of the Chesapeake Bay TMDL reveals
that they have the aforementioned elements in common.

This article is sourced from “Making Partnerships Work: A Stormwater Example” from the Solutions Journal.

Bruce Hull, Seth Brown, Making Partnerships Work: A Stormwater Example, The Solutions Journal, Volume 9, Issue 3, July 2018,
(https://www.thesolutionsjournal.com/article/making-partnerships-work-stormwater-example/)
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Combining Partnerships with Recycled Material for Creative (and

Sometimes Edible) Results

By Mira Micin, Brown and Caldwell

In addition to partnerships with external entities, DoD installations
should look within for partnership opportunities in their own
communities. Federal agencies, including DoD, are required by
Executive Order 13834 to improve operational efficiency and
implement waste prevention and recycling measures. One common
instrument to implement these requirements are Environmental
Management Systems (EMSs), and most DoD EMSs require use

of EPA’s P2 or Pollution Prevention approach, which prioritizes
practices that prevent or recycle waste materials at the source. With
a little creativity, it is not hard to find opportunities to reuse or
recycle what one person considers waste into a positive use

for another.

Across the Air Force, some installations are establishing organic
gardens for a variety of reasons: to grow food, to beautify the
installation, or to provide habitat and otherwise enhance natural
resources. For example, in 2016, the Dover Air Force Base
established an organic community garden with a commitment to
not apply pesticides or fertilizers'. At Joint Base Langley-Eustis, the
installation built a pollinator garden to promote bee colony health?.
This garden likely supports other desired co-benefits, as well, like
water quality improvement and preservation of green space.

These projects also present opportunities to combine EMS
objectives through cooperation within installations. Wastes and
other compostable materials generated by DoD dining facilities are
often thrown away into local landfills. However, if they are properly
composted, these scraps can provide a stream of organic fertilizer
for community gardens. Furthermore, composting does not have to
involve a significant investment of time and materials. Arthur Silver
at Langley Air Field constructed a compost screener from broken
wooden pallets discarded by the installation. He uses the screener
along with his kitchen scraps to fertilize his personal gardens?.

Installations should explore areas where these types of mutual
benefit opportunities exist in their locations. Partnership
opportunities could include local schools (students could learn
recycling strategies and how to grow food and flowers), food
facilities (a great source of compost materials), or surrounding

municipalities and businesses (another source of recycled materials).

These projects help engage the community, reduce waste from
entering landfills, promote recycling, and provide habitat.

Sources:

Opening day of the new organic community garden, built entirely with
recycled materials.

Compost screener built with broken pallets.

Pollinator Garden near Joint Base Langley-Eustis Golf Course.

/Dover Air Force Base. Snapshot: Organic community garden ot cially opens. Downloaded May 10, 2016.
https://www.dover.af.mil/News/Article-Display/Article/761550/snapshot-organic-community-garden-o  cially-opens/.

2Silver, Arthur. “RE: Photo Submission For CBAT Newsletter - DoD Pallet P2 Reuse Opportunity - Compost Screener Stand.” Message to Sarah Diebel. 19 July

2019. E-mail.
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